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DESIGN PERSPECTIVES: AN APPROACH TO SUPPORT AUTHENTIC 
ENTREPRENEURIAL DESIGNERS DURING PRE-INCUBATION 
 
ABSTRACT 
 
Potential design entrepreneurs often have to apply approaches that incorporate a clear business 
strategy through product design. Designers are however not primarily trained to design business 
strategies and often have to be pre-incubated in order to prepare them for business start-up. This 
paper proposes an approach relevant to pre-incubate potential design entrepreneurs so that they 
become more entrepreneurial during the practice led design process, yet still apply the cornerstone 
of design thinking namely empathy. The argument is made that creative analysis, creative 
synthesis and creative evaluation are phases in the design process that can be supported by the 
Empathy Map to enhance Entrepreneurial Orientation and business strategy. We recommend that 
the approach is used to facilitate feasible products/services, a business strategy and empowered 
entrepreneurial designers who are able to calculate risk bearing in mind multiple design 
perspectives. The recommendations from this paper is proposed for any environment relating to 
pre-incubation of practice led design entrepreneurs. 
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INTRODUCTION 
 
The employment crisis in South Africa has presented opportunities for incubation hubs that 
support micro and small design or artisan business start-ups (Tselepis, 2018). The purpose of 
incubation hubs is to support business owners who aspire to improve their own socio-economic 
circumstances through an entrepreneurial career route (Hopkins, 2012). Incubation hubs 
incorporate strategies to stimulate and support job creation initiatives (Nagayya & Rao, 2017). 
Consequently, there has been a sharp increase in the development of incubation hubs over the last 
five years with a focus on stimulating entrepreneurship (Masutha & Rogerson, 2014). Masutha 
and Rogerson (2014) highlight that business incubators in developing countries, such as South 
Africa, need to stimulate entrepreneurial development and business development that include the 
identification of potential business opportunities. This is also applicable to potential design 
businesses. 
Both authors of this paper have more than 20 years of experience in facilitating  tertiary design 
students’ ideas for potential businesses or commercial product/service lines. From our experience 
however it is apparent that many students from creative disciplines such as clothing design, 
jewellery design, graphic design, multi-media and industrial design seem to struggle to find a 
business strategy that encompasses their authentic design style as well as designing for a particular 
target market. In informal surveys done over the last five years in a tertiary institution in South 
Africa in a Faculty of Art and Design, students from design disciplines in their third year indicated 
that they think of themselves as artists. Consequently, it is evident in business related module 
evaluations that they separate business strategy from their creative design processes. In this regard 
literature on artisan entrepreneurs in particular confirms that designers often prioritise their style 
above customer needs to remain authentic (Ranganathan, 2015). The designer’s authenticity is an 
important aspect of design as authenticity relates to the designer’s ability to stay true to his/her 
style (Bendix, 2009), yet at the same time it seems to present challenges in terms of business 
strategy in some ways. One of these ways is that young designers often neglect to begin the design 
process strategically by first identifying a target market for whom they wish to sell their products 
or services to. 
THE PROBLEM INVESTIGATED 
 The problem is that designers who happen to start their own businesses often only approach the 
design problem from the designer’s subjective point of view. This can result in the designer 
constantly working in the business (designing products or services) as opposed to also working on 
the business (in terms of business strategy) (Dreiling & Recker, 2014 ). Designing a strategy in 
addition to the design of products or services might require an additional consumer point of view 
that is incorporated during the design process.  
To find a balance between good design ideas and good business opportunities, the potential design 
entrepreneur often enters incubation hubs for support and assistance in terms of acquiring business 
acumen (Virani & Malem, 2015). Masutha and Rogerson (2014) propose that before potential 
entrepreneurial incubatees can enter into the incubation phase of a business mentorship programme 
they first need to go through a pre-incubation phase. Pre-incubation is often needed to prepare 
candidates that do not necessarily have a strong business skillset to apply during business 
incubation (Gerlach & Brem, 2015). Hence  pre-incubatees have an opportunity to   develop and/or 
grow such relevant skillsets with their ideas for a business from a discipline specific perspective 
(Gerlach & Brem, 2015). Therefore, a pre-incubation phase of business could be particularly useful 
for potential entrepreneurs  from creative disciplines such as design (also referred to as creatives). 
A pre-incubation phase allows potential incubatees the opportunity to develop skills within a 
creative environment that stimulates the conceptualisation and assessment of ideas through 
experimentation. Experimentation with ideas is an integral part of the entrepreneurial process (). 
Experimentation particularly relating to potential design businesses may also include solving 
problems by testing solutions from different perspectives (Harvey, 2013; Glăveanu, 2015; Marsick 
& Watkins, 2015). Testing solutions from different perspectives, can be done during a design 
process (Aspelund, 2014). A design process offers a process that allows problem solving through 
experimentation with viewpoints (perspectives), ideas and materials (Aspelund, 2014).  In this 
paper, we view pre-incubation of potential designer-entrepreneurs as an opportunity to facilitate 
an entrepreneurial orientation and an opportunity to enable designers to take on different 
perspectives during a design process.  Entrepreneurial Orientation (EO) requires the advancement 
of three behavioural aspects: pro-activity, innovativeness (the application of creativity) and risk 
taking (Covin & Lumpkin, 2011; Miron & Hudson, 2014). One could argue that in the context of 
pre-incubation it is necessary to first cultivate entrepreneurial orientation by exploring and 
experimenting with business ideas before starting up a business.  
PURPOSE OF THE PAPER 
 
This conceptual paper follows a dialectical approach to highlight the opportunity of design 
thinking during a design process for potential design entrepreneurs. Although incubation processes 
have been proposed in many research papers (Friederici, 2017; Virani & Malem, 2015),  the main 
stream literature on entrepreneurship does not clearly distinguish an incubation process for design 
entrepreneurs (sometimes referred to as artisan entrepreneurs). We argue that the design process 
offers an opportunity to develop EO (pro activity, innovativeness and risk taking)  during pre-
incubation and that design thinking supports the ideas and practice of the potential design 
incubatees. With the potential synthesis of EO and design-thinking in mind, we propose an 
approach that can be used during the design process to support the entrepreneurial orientation of 
potential design entrepreneurs.  We emphasize that entrepreneurial designers might need 
additional dimensions relating to EO as opposed to what mainstream literature on entrepreneurship 
offers and describe this synthesis within a pre-incubation context.  
This paper firstly contextualizes pre-incubation with the emphasis of the importance of pre-
incubation for potential design entrepreneurs. The paper then presents a section on design thinking 
and the role it plays during design practice. In this regard the emphasis is on how the design  
process can be applied to develop and support entrepreneurial orientation from a creative practice 
led approach.  A discussion that points out the need for empathy within the design context as well 
as management context  follows. An approach is proposed that considers  not only the application 
of the Empathy Map, but also the use of this map from the designer’s personal perspective and 
management perspective then synthesizes the two perspectives. We conclude with implications of 
the proposed approach for pre-incubation of design entrepreneurs. 
 
LITERATURE REVIEW 
The following section provides an overview of the literature relevant to the pre-incubation of 
potential design entrepreneurs.  
Contextualising Pre-Incubation 
 
Although there are many different models of incubation hubs, Sonne (2012) identifies three 
general developmental phases that need to be considered for successful incubation. The three 
phases are identified as pre-incubation, incubation and post-incubation (after care). Pre-incubation 
is  critical in preparing potential incubatees and one can argue that it could be beneficial to 
candidates that do not necessarily have an understanding of  business strategy. This  is often the 
case with designers who  set out to start their own businesses that focuses on providing a product 
or service to a potential target market.  
 
. 
Pre-incubation programmes are designed to assist potential incubatees to develop business ideas 
prior to being admitted as clients of a business incubator (Bergek & Norrman cited in Masutha & 
Rogerson, 2014). Pre-incubation is concerned with exploring potential business opportunities and 
the development of skills with the intention of igniting new ideas and therefore is conducive in 
fostering design thinking. Pre-incubation requires rapid and constant visualization and prototyping 
that can be continually tested in the marketplace to identify viable emergent opportunities (Nielsen 
& Stovang, 2015).  Emerging countries often use pre-incubation for development and training 
purposes by leveraging talent and competencies of aspiring business owners who show potential 
to add value to the marketplace (Basu & Biswas, 2013).  In other words, pre-incubation could be 
a means to empower potential incubatees to eventually pursue an entrepreneurial career or to 
become more entrepreneurial.  
 
In this regard, the purpose of a pre-incubator (often linked to training institutions) revolves around 
mobilising candidates to become entrepreneurially oriented and start a business only after feasible 
ideas on target market and product/service are established (Sonne, 2012). This implies that the 
potential designer entrepreneur should be able to think like a designer on the one hand but at the 
same time find business opportunity through their design practice. One similarity between 
entrepreneurship and design is that both disciplines are looking for opportunities (Johnston & Bate, 
2013). Nielsen and Stovang (2015), however, suggest that the difference is that entrepreneurs look 
for obvious opportunities that exist while designers are encouraged to create new opportunities. In 
order to create opportunities, it is necessary to adopt thinking patterns that designers use with the 
goal to consider, imagine and to act on the creation of improved products or situations. Studies on 
entrepreneurship identify strong parallels between entrepreneurship and design in the sense that 
both are creative processes and it is recommended that design thinking is applied to start-ups 
(Brown, 2009; Mathews 2009; Nielsen & Stovang, 2015).  
 
Within the context of a pre-incubation it is necessary to explore how the adoption of a design 
thinking approach may stimulate the development of entrepreneurial orientation but also how this 
can be done for potential design entrepreneurs.   
 
 
 
Adopting a Design Thinking approach to enhance Entrepreneurial Orientation 
 
The concept of design thinking has been evolving and attracting attention from a variety of 
disciplines resulting in numerous explanations and interpretations of what design thinking is 
(Dorst, 2011). Johansson-Sköldberg, Woodilla and Çetinkaya (2013) point out that it is important 
to take cognisance that the academic development of design thinking can be separated into two 
different discourses. The first being the discourse of designerly thinking which disseminates from 
the discipline of design with a focus on the academic construction and theoretical reflection of 
how the non-verbal competencies of professional designers are translated into practice (Johansson-
Sköldberg, Woodilla & Çentinkaya, 2013). The second is the discourse of design thinking that 
adopts existing design practice and competencies and introduces design methods into other 
disciplinary domains, which Johansson-Sköldberg et al (2013) argue, is a simplified version of 
designerly thinking.  
 
The authors of this paper suggest that the adoption of a design thinking approach is particularly 
relevant in the development of entrepreneurial orientation as it introduces the need to develop 
feasible design ideas through design practice within a pre-incubation context. Scholars that relate 
design thinking as a crucial skill for business strategy include Brown (2009), Martin (2009) as well 
as Carr, Halliday, King, Liedtka and Lockwood (2010).  A business strategy can be viewed as a 
planning process which is similar to the design process in the sense that development of several 
ideas take place before implementing and refining a business strategy (Eden & Ackermann, 2013).  
The design process is in essence a creative process and requires the application of creative problem 
solving through ideation, selecting appropriate ideas and assessing the ideas’ feasibility (Hodges 
& Karpova 2010; Wong & Sui 2011).   
 
Although there are many models for creative problem solving and the design process as cited in 
Wong and Sui (2011), this paper suggests that the widely accepted model of analysis, synthesis 
and evaluation as originally proposed by Jones (1984) be adopted. By using this design process as 
a means of thinking and doing provides an opportunity for design entrepreneurs to develop a 
business strategy. The skills required during the design process (from a practice led approach) to 
solve a design problem at hand has been identified as: analytical skills, skills to synthesise and 
evaluate in order to eventually implement a conceptual design. 
 
A discussion on the possible links between design thinking and the dimensions of entrepreneurial 
orientation follows. We highlight how these links are relevant to potential design entrepreneurs in 
terms of developing a business strategy. 
 
The design process as a vehicle for fostering Entrepreneurial Orientation 
The design process is part of the practice of designers and it involves an iterative planning process 
that contains three main actions: analysis, synthesis and evaluation (Tselepis, 2018). Design 
processes are usually directed to an end goal and this end goal can be centred around the needs of 
the end-user (Lee & Jirousek, 2015).   This requires the designer to begin their design process by 
identifying a target market that will find their design style appealing.  Buchanan (1998) argues that 
there are four orders to design problems. First-order design problems are concerned with the 
invention of images and symbols as a means to communicate abstract ideas. Second-order design 
problems require the designer to develop skills and judgement in order to convert abstract ideas 
into tangible objects. Third-order design problems expand on first and second-order design 
problems by repositioning the weight of the design effort on strategic planning that requires the 
incorporation of diverse knowledge and values in order to establish goals to achieve explicit end 
results. This means that it is important to first research a market and its needs, the process of 
manufacture as well as the process of identifying future markets before designing products 
(Golsby-Smith, 1996). The fourth-order of design problems are concerned with systemic 
integration that considers products within the context of their social purpose. This emphasises the 
importance for entrepreneurial designers to first identify and analyse potential end-users which 
requires an empathetic approach to their needs before developing a business strategy. 
 
Identifying and analysing potential end-users needs or aspired values can be considered as a 
complex problem. Buchanan (1992) explains that designers are faced with complex problems 
when entering into unknown situations where design solutions are required.  Within the context of 
complex problems designers need “…to conceive and plan what does not yet exist ..., before the 
final result is known” (Buchanan, 1992:18). This implies that design process is also used as a 
means to solve problems, especially complex problems, that require several iterations to define 
“the real” problem at hand (Lahti, Seitamaa-Hakkarainen & Hakkarainen, 2004). Complex 
problems emerge in unknown situations or situations requiring the creation of novelty and value 
that is typical to both entrepreneurship and design (Mathews, 2009). An example of a complex 
problem for a potential design entrepreneur can be that the designer needs to find a midway 
between what he/she would like to design and what a feasible target market needs.  
 
Through the lens of design, the design process is used to formulate multiple solutions that show 
potential to solve emerging problems (Dorst & Cross, 2001:434). When solving complex problems 
designers need to adopt multiple thinking patterns that includes creative thinking which is an 
iterative process of analysis, synthesis and evaluation that supports the co-evolution of problems 
and solutions as they emerge (Dorst & Cross, 2001:434).  From an entrepreneurial perspective, 
this problem solving is linked to a feasible consumer market with an aspired value (Mathews, 
2009). The implications for entrepreneurial designers are that not only do they have to be creative 
in design but in addition they need to be able to take on the perspective of the consumer in order 
to come up with a design solution that is relevant to a feasible target market. Nevertheless, 
designers need to be entrepreneurially oriented to think like entrepreneurs. The design process, 
provides an opportunity to support such an entrepreneurial orientation as is illustrated in the 
discussion on various design phases that follow. 
 
Analysis of ideas of potential design entrepreneurs 
The idea of identifying windows of opportunity or even creating this window of opportunity 
requires an entrepreneur to engage in a process of creative analysis (Roser et al, 2013:23 cited in 
Nielsen & Stovang, 2015). From a design thinking perspective, Dorst (2011) explains that creative 
analysis in design often requires designers to respond to an aspired value of people or a specific 
market by creating objects, services or systems that do not yet exist. This requires design 
entrepreneurs to first seek solutions by identifying multiple ways of how (working principles) this 
aspired value may be fulfilled before creating objects, services or systems that need to be tested 
and refined.  A double creative step of developing potential solutions of ‘how’ and ‘what’ needs 
to be created, which is argued by Dorst (2011) as being the core of design practice.  
 
From an entrepreneurial perspective, adding value is the entrepreneur’s ability to respond to an 
identified market gap and analysing “why” the market will want to buy a proposed product, service 
or a new approach before it exists (Schaltegger, Lüdeke-Freund & Hansen, 2016). This analysis 
of a gap is important so that the entrepreneur can be pro-active and address the identified gap 
(Hulbert  Gilmore & Carson, 2015). An entrepreneur’s creative analysis can therefore be viewed 
as creative when his/her idea is novel for a market (Spigel & Harrison, 2018). This novelty often 
requires pro-active behaviour. It is the ideal that designers produce novel products, services, 
system or approaches is to fill a specific market’s needs (Subrahmanyan & Tomas Gomez-Arias, 
2008; Holt, 2013:35-28). Pro-activity as an entrepreneurial behaviour could therefore be relevant 
to the analysis practice of a potential design entrepreneur’s thinking process. 
 
 
Synthesis of ideas of potential design entrepreneurs 
Synthesis during the design process can be viewed as conceptual thinking (Wong & Sui, 2011). 
Conceptual thinking requires cognitive  constructivism  that can be viewed as the process where, 
for example, a designer or an entrepreneur not only applies existing knowledge structures, but also 
mentally constructs his/her world using categories (Chell, 2007). Constructing categories and 
dispensing ideas into categories also enables entrepreneurs to re-structure ideas and competently 
apply creativity as a business skill in a synthesis phase of the entrepreneurial process (Puhakka, 
2012).  
 
Application of creativity is often linked to innovation  (Orlandi 2010; Amabile & Pratt, 2016). 
Story, Boso, and Cadogan (2015) emphasise the importance of innovativeness during 
product/service development in emerging countries. These authors adhere to the thought that the 
businesses’ ability to innovate is a key dimension of the business survival or success. This implies 
that it is not just the product that results from a process like the design process that should be 
innovative, but that the process per se can also be innovative. Rampino (2011) illustrates with an 
innovation framework that pertains to design, that there are several levels on which innovation can 
take place during design: aesthetic, function (use), meaning or a typology. It is therefore clear that 
innovativeness has a direct link to the design process. All the same, a designer who becomes more 
entrepreneurially oriented should be able to synthesise innovativeness to the business environment 
by creatively synthesising the product/service innovation to a gap in the marketplace which was 
identified through an analysis phase.  
 
Evaluation of ideas of potential design entrepreneurs 
From a design perspective, a designer’s creativity should be applied to come up with ideas that 
can be evaluated on the feasibility of the solutions with careful considerations for the design 
parameters (Tumasjan & Braun, 2011). Design theorists acknowledge that the activity of designing 
encompasses inventing, judging, decision-making and evaluating, however, people who have not 
developed the ability to think like a designer tend to approach design from a position of naivety 
(Buchanan 1998, Dorst 2008, Friedman, 2012). Conversely, entrepreneurs also have to make 
decisions and judgements in order to meet the identified needs of a market, especially before they 
take certain risks for example launching products or a service that can potentially add value to a 
market (Block, Sandner & Spiegel, 2015). Evaluating design or business ideas therefore implies 
that risk is calculated, but that a designer/entrepreneur is willing to take the risk or re-think the 
idea.   
 
From the above, section on the design process it can be deduced that each design phase can be 
linked to a predominant dimension of entrepreneurial orientation when designers have to position 
their ideas within a business context. The following table illustrates the design phases equated to 
developing a predominant dimension of Entrepreneurial Orientation: 
 
 
Table 1: Equating the design phases and the predominant dimensions of Entrepreneurial 
Orientation 
Phase in design process Predominant dimension of 
Entrepreneurial Orientation 
Analysis Pro activity 
Synthesis Innovativeness 
Evaluation Risk taking 
 
Table 1 presents an illustration of the dimensions of EO that could be facilitated trough the design 
process due to the parallel action that entrepreneurs and designers take. Nevertheless one 
overlapping skill that is applied to design as well as entrepreneurship is creativity  (Nielsen & 
Stovang, 2015; Mathews, 2009).  Creativity is therefore an important skill that supports the pre-
incubation of potential design entrepreneurs.  
 
Creativity is valued during problem identification as well as problem solving (Gemmill, 2011:32; 
Yatt &  McCade, 2011). Creativity requires certain skills and thought processes as proposed by 
Tadmor, Statterstrom, Jang and Polzer (2012) these include but are not limited to fluency (i.e. 
conceptualization of numerous ideas), flexibility (i.e. ability to alter one’s mental set), 
reorganization aptitude, the ability to handle complexity and evaluation capability. From the more 
recent research discussed, it seems that the conditions for promoting creativity proposed by Rogers 
(1954) is still applicable. Rogers (1954) upheld that  three conditions should be present for creative 
environments to support a creative process, products or people: promotion of openness to 
experience (the environment should motivate the person to go beyond the boundaries), promoting 
internal locus of evaluation (allowing the creative person to evaluate his/her own idea without 
criticism, but feedback is allowed) and the environment should allow the creator to play with 
elements and concepts (tolerating the ability to explore opportunity in a playful manner). However, 
according to Hennessey (2015), scholars on creativity typically chose to decontextualize the 
creative process and fail to include a consideration of anyone or anything beyond the person doing 
the creating. Even though one can argue that entrepreneurship as well as design involves creative 
processes, with a creative person that often works on a creative product/service, a useful technique 
to apply creativity is simply to take on a different perspective as Lau, Ng, and Lee (2009) 
recommend for art and design students and this is referred to as framing of the problem in the 
design literature. 
 
Harvey (2014) highlights that creativity within groups can promote creative breakthroughs 
because the group provides various cognitive, social and environmental resources into 
extraordinary outputs. Extraordinary can also be viewed as innovativeness in the sense that it 
applies creativity to novel and uncommon solutions (Amabile & Pratt,  2016). Different 
perspectives and the synthesis of these perspectives therefore might enhance the innovative 
potential of a design for a potential target market and this perspective of design practice aligned 
target markets relate to a design entrepreneur’s business strategy.  
 
Taking on a different perspective as part of a strategy to align needs and practice can also mean 
that one places oneself in the shoes of another. According to literature, this phenomenon of taking 
another’s point of view is linked to empathy (Wilson & Zamberlan, 2015). Empathy can be defined 
as an ability to share and comprehend the feelings of another (De Lille et al cited New & Kimbell, 
2013). Moreover, empathy has an experience component; the ability to experience what another 
experiences and understanding the experience. De Lille et al cited New & Kimbel (2013) 
emphasises that empathy also has a thought and attitude dimension as it allows a person to take on 
a viewpoint within the other’s frame of reference. Empathy for the purposes of this paper therefore 
focuses on an ability to take on another person’s perspective and making sense of this perspective 
for oneself by aligning it to one’s own understanding of a context.  
Moreover, empathy is the cornerstone of design thinking (Gaspirini, 2015) and hence an important 
aspect that should be incorporated into the design process and an important skill that designers 
should be able to apply during creative problem solving. In the context of pre-incubation empathy 
could therefore promote or enhance creative analysis, creative synthesise and a creative 
evaluation of potential ideas. For designers to take on different perspectives during the design 
process, we propose using the Empathy Tool. 
 
APPLYING THE EMPATHY MAP WHEN PRE-INCUBATING AUTHENTIC 
ENTREPRENERUIAL DESINERS 
 
Within the context of pre-incubation that aims at developing an entrepreneurial orientation during 
a pre-incubation phase, it is essential to develop an environment that encourages potential [design] 
entrepreneurs to continually generate new ideas and explore alternative solutions (Nielsen & 
Stovang, 2015). This continuous generation of new ideas can be facilitated with tools and 
techniques relating to creativity (Mathews 2009). Tools that relate to design thinking embrace 
creativity and therefore can also be implemented.  
 
The Empathy Map is a tool developed to enhance design thinking and can be applied by marketers 
or entrepreneurs for strategic aligning  purposes (Brooks, 2016). The Empathy Map was originally 
developed by Dave Gray, a designer who works on applied creativity (Gray, Brown & Macanufo, 
2010). Gray’s map had four dimensions that can be applied in any order: 1) what users do think 
and believe 2) what do users hear 3) what do users say and do as well as 4) what do users feel.  
The idea is for a person (in this case the designer/entrepreneur) to map the possible aspects relating 
to each dimension from the end-user/consumer’s perspective. The Empathy Map can therefore 
also be used by designers and hence could be a useful tool in a pre-incubation phase where 
potential design entrepreneurs evaluate their ideas for feasibility. Nevertheless, the empathy map 
is purposed to not only enable the designer to grapple with the potential consumer’s needs but also 
to critically evaluate his/her decisions regarding the value that they potentially would like to offer. 
A question we pose is whether this offering should only be user centred in order to be of value to 
the potential design entrepreneur? 
 
The Empathy Map was later refined and elaborated with more dimensions and  Brooks (2016) 
goes as far as to propose the critical questions that guide the mapping process like what the pains 
(fears, frustrations and obstacles) and gains (wants/needs and measures of success) for the user 
are. It is recommended that the tool is applied as an informal “research” tool and that the typical 
target consumer is asked the probing questions so that the user of the map’s empathy evolves over 
time (Gray, Brown & Macanufo, 2010). Empathy Maps are typically applied by the Agile project 
management practitioners and it is not new to the design thinking discipline.  The “pains and gains” 
addition to the Empathy Map could enable even more perspectives (beyond the user/consumer 
perspective).  
 
In the introduction of this paper we pointed out that final year design students (potential design 
entrepreneurs) struggle with balancing their distinctiveness as designers with business strategy 
particularly linked to alignment with the consumer. We emphasised how they tend to work in the 
business as opposed to on the business due to hands on nature of design practice. Although we 
argue that it is critical for these designers to find their entrepreneurial orientation during design, 
we also encourage them to stay authentic as this could contribute to innovation.  
 
Authenticity is viewed as the designer’s own/real artistic or creative expressions (Kuutti, 2011). 
Kuutti (2011) highlights that authenticity is essential during the design process and it should be 
incorporated into the design strategy as it relates to the design purpose. The challenge as presented 
lies in finding the balance or midway between what the designer’s authenticity (distinctive design 
style) and what the aspired value of the consumer is. We therefore recommend that the Empathy 
Tool is applied in two ways: 
1) to identify and explore need from the consumer perspective 
2) to analyse own pains and gains from the designer’s perspective 
We propose the two perspectives simply to enable the potential design entrepreneur to be informed 
but also empowered. Designers can become more informed in the sense that they know how the 
consumer thinks, feel etc. Empowered in the sense that designers still get to compare what is 
important to them as designers in terms of their own authenticity.  
The following figure shows an Empathy Map as proposed by Brooks (2016). 
 
 
Figure1: The Empathy Map (curtesy of www.eventmodelgeneration.com) 
We propose that the map as presented in Figure 1, is completed at least from two perspectives in 
order to enhance the design entrepreneur’s business strategy namely: 1) the designer’s perspective 
(practice led and authentic) and as well as 2) the consumer’s perspectives. Nevertheless, in terms 
of synthesising a business strategy that incorporates the authenticity of the designer, the “pains 
and gains” section should to be interrogated by the designer on a personal level as well.  
Having two perspectives could enable the potential design entrepreneur to make informed 
decisions about how designs can be altered to suit the target market but also about which aspects 
the designer feels are non-negotiable in order for the designer to stay authentic. Applying these 
perspectives could show that the idea is either not feasible for the designer or not feasible for the 
target market or that the design needs to be altered to promote the designer’s  authenticity as well 
as meet the consumer needs. Negotiating the relationship between the different perspectives could 
prove to be useful to practice led designers who constantly work in the business as opposed to on 
the business because the synthesis of ideas from different perspectives can and should ultimately 
allow the potential design entrepreneur to become more strategic in their thinking. 
 
 
Table 2 summarises the role of the Empathy Map in facilitating the proposed approach for potential 
design entrepreneurs during pre-incubation. 
Table 2: Proposed approach to support EO of Potential Design Entrepreneurs (self -
compiled) 
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Iterative action in 
design process 
Using of Empathy 
Map during design 
process 
Predominant 
dimension of 
Entrepreneurial 
Orientation 
Outcome or 
envisioned End 
goal of pre-
incubation 
Creative Analysis Exploring how 
consumers think and 
believe, hear, see, say 
and do 
 
Exploring designer’s 
own pains (fears, 
frustrations and 
obstacles) and gains 
(wants/needs and 
measures of success) 
Pro activity Informed 
entrepreneurial 
designer  
Creative Synthesis Integration of consumer 
needs and own views 
as well as design 
practice 
 
Innovativeness Product/service 
idea that is 
authentic yet 
aligns to a  
business strategy 
Creative Evaluation Consideration about 
consumer needs and 
designer authenticity 
 
 
Risk taking Empowered 
entrepreneurial 
designer who 
calculates risks 
from multiple 
perspectives 
 
 
 
 
 
 
CONCLUSIONS AND IMPLICATIONS FOR PRE-INCUBATION OF AUTHENTIC 
ENTREPRENEURIAL DESIGNERS  
 
We conclude that the design process is an ideal process that can be linked to promote Proactivity, 
Innovativeness and Risk taking (EO). Nevertheless, we also argue that for the particular context 
of pre-incubating potential design entrepreneurs the technique of taking different perspectives into 
account is needed in order to empower potential entrepreneurial designers’ business strategy that 
also incorporates their authenticity. Entrepreneurial orientation for design entrepreneurs thus 
should ideally involve tools like the Empathy Map to enable designer entrepreneurs to synthesise 
consumer needs with personal design authenticity so that the business ideas are feasible in terms 
of target market, but also enable the designer to stay true to his/her style.  
The empathy tool that we recommend can be refined for specific disciplines, yet using it from the 
creator of a product/service perspective is as important as using it from the consumer’s perspective. 
We have argued that this could enable another way to apply creativity. We propose this approach 
is applied to training environments as most training programmes with an entrepreneurial 
dimension, allows pre-incubation through learning and experimenting.  
 
McLellan and Nicholl (2013) state that creativity should be harnessed in learning environments. 
Although McLellan and Nicholl (2013)  conducted their research in an educational context, the 
principles could apply to pre-incubation where ideas are developed through experimentation. 
McLellan and Nicholl (2013) found that learners seek challenges, freedom to learn and support to 
realise their own ideas. Correspondingly, Davies, Jindal-Snape, Collier, Digby,  Hay and  Howe 
(2013) recommend that a creative environment promotes:  flexible use of space and time; 
availability of appropriate materials; working outside the “classroom”; ‘playful’ or ‘games-bases’ 
approaches with a degree of learner autonomy; respectful relationships between instructors and 
learners; opportunities for peer collaboration; partnerships with outside agencies; awareness of 
learners’ needs; and non-prescriptive planning. More than this we propose that potential design 
entrepreneurs are encouraged to celebrate their authentic styles and integrate this with user-needs 
to fill potential market gaps as this will enable them to become the future design thinkers through 
a more sustainable entrepreneurial route that enables designers to work on the business while 
working in the business.  
We end with the following quote by Brown (2009:85) as a final thought: “design thinking is neither 
art nor science nor religion. It is the capacity, ultimately, for integrative thinking” 
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